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MEMORANDUM FOR:

Oft1ce of Communications, DDA
FROM : John F. Blake

Acting Deputy Director of

Central Intelligence

SUBJECT : Organizational Development
REFERENCE : Your memo for the Record, dtd 20 May 77; Subject:

Establishment of Staff of Internal Organization
Development Specialists or Consultants

1. Your 20 May memorandum proposing the establishment of an
Organizational Development Staff and program in the Agency has been
studied along with a review of the two responses sent to you in
conjunction with your empicyee suggestion of September 1976. In
my Jjudgment, the two eariier respconses to you were not in opposition,
as you suggest. Rather, the Office of Personnel properly noted the
problems of establishing a Staff and a formal program, and the DDA
reply detaiied the 0D activities already under way on an ad hoc basis.
It is unfortunate that those two replies were not melded into a single
response.

2. Your suggestion nhas obvious merit, as it would in nearly
any organization. The Agency is not without interest in this matter,
but right now it is very short on resources (money, people, and time)
to commit to this particular effort. Nonetheless, I am certain that
this suggestion will come up again, as it has from time to time since
1964, and perhaps we will be able to undertake an 0D program in the
future. If we make such a determination, your interest will be noted.
I appreciate your continued concern about improving management.

John . Blake

YERPTRTY B e

A RS
Lt W

Approved For Release 2004/04/01 : CIA-RDP80M00165A000300050002-5

25X1



_Approved For Release 2004/04/01 : CIA-RDP80M00165A000300050002-5

MEMURANDUM FOR: Mr. Blake Executive T. jiauy

77 249//3

I am not persuaded that the Director has to
focus on this, and plow through all the who
did what to whom on it. The suggestion was
not specifically addressed to 'the Director,
and 1 have taken the liberty of recasting
25X1 the DDA's memo to for your

25X1 signature.

Ben tvans

Date 78 July 1977

fORM USE PREVIOUS
5-75 101 epirions
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MAEMORANDUM FOR:  Divector of Central Intelligence

VIA : Acting Deputy Director of Central Intelligence
FROM ¢ Michael J. Malanick

Acting Deputy Dirvector for Administration
SURJECT : Organizational Development
REFERENCE : Memo for the Record from

dated 20 May 1977; subject: Establishment of Staff
of Internal Organization Development Specialists or
Consultants

1. Action Requested:  This memorandum is prepared in response to
reference which refers to an Enployee Suggestion and the DDA and Office
of Personnel comments thercon. 1t was sent to you for your consideration.

2. Background:

of the Office of Communications, submitted
an fmployee Sugpostron iat " the Avency establish a unit to provide diagnostic
and consultative services as an internal resource in the areas of organiza-
tienal development.'  'The supeestion proposed the staff would provide certain
services in the 0D terms ot aotion research, feedback, interpersonal
competence acqurisition, organiwational renewal, conflict management, et

al.  Two responses to the snepvestion were prepared: one from the Office

of Persommel, which specilically addressed itself to the establishment of

an Orvanizational Development Stalf, and one from the DDA, which pointed

out what the Agency is5 presently doing along OD lines on_an ad hoc basis.
Neither supported his suggestion for a formal OD Staff, | [vicws
the two responses as at odds and as evidence that his proposal was submitted
te the "wrong Torum" and, hence, has prepared reference Memorandum for the
Record for your consideration. It was unfortunate that the two responses
were sent to pithout melding them into a wmified reply. 'The

twe approaches fo the proposal are not at odds; they look at the suggestion
from two perspectives.

53, Staft Posioion:

'The Office of Personnel's response to the suggestion was directed
to the proposal for the establishment of an Organizational Development Staff
and the belief that such a staff could only successfully function where there
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was centralized Agency or Directorate support for the institutional
management objectives of the program, including a commitment of resources.
The response included a suggestion that the proposal be referred to the
DDA for Directorate level consideration, as a matter of this scope would
necessarily requirte top management decision. The DDA response discussed
the general subject of OD and described what the Agency is presently
doing, ad hoc, along general OD lines. As noted above, we do not see
these responses in conflict but rather as addressing two different aspects
of the suggestion, i.e., the establishwent of a formal staff devoted to
0D and the OTR support presently given to implementing OD concepts on a
Iimited scale. Tn a subsequent memorandum not sent to |the
Director of OTR cwphasized the need for strong and continuing management
sspport, the point made in the Office of Persomel reply.

There has always been a good deal of mystique surrounding 0D,
much of 1t engendeved by the language used to describe it. An example is
the definition given by the suggestor.

"OD is a long-range cffort to improve an organization's
problem solving and renewal processes, particularly through
a more cffective and collaborative management of organizational
culture, with the assistance of a change agent, or catalyst,
and the use of the theory and technology of applied behavioral
science, including action research."

In simpler temns, 0D is the systematic manner in which an organization's
problems are diagnosed and treated, with the poals of making that organiza-
tion an ideal one for both manapement and employees.

Almost any literature on the subject of OD emphasizes its only
chance of success is the selud commitment to OD principles at all levels
of management and of employees and includes an equal commitment of time,
persomel and [inances. Attached is a copy of an article from the March-
April 1977 Personnel publication on Organization Development, which makes
the point that time is the greatest stumbling block to the success of the
OD effort--and that it takes three to five years before such an effort
fully takes hold and changes a work culture. Time, moreover, is only
one factor in the implancintation of an OD program. An organization
requires stability for OD to be effective, and a high degree of mobility,
stch as exists in the Avency | coan casily negate the benefits of an OD

N S
i C).,\.I..

Agency records reflect the original suggestion that CIA undertake
an Orgunizational Development Program dates back to 1964. At that time

the Agency entered into a contract

2
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Austin, Texas for the purchase of the Manacerial Grid. The Grid was the

first of a six-phasc program Sponsoreq hhich in its entirety was 25X1
an 0D program. For numerous reasons, main y time (five yecars) and funds

| kho Agency's top management chose not to make the commitment

Tor The total package. We "bought" the first phase only (Grid) and that

program has continued as one of the more popular courses given in the

Agency .,

The Office of Training and the Office of Medical Services,
Psychological Services Staff, have developed and will, to the extent
possible, maintain a low key capability to respond to OD-like requirements
should they surface. While there is no capability to initiate OD efforts,
assistance in instances where OD promises benefit has been provided. In
1973-74 OTR hired an MBO and OD ovnert His effort in 25X1
CRS, to Tmprove thc errectiveness of that
organization, 1s an example ol what can be done in-house when internal
resources are available and utilized. Tt also points out the time frame
and resources required.

As was noted in the OP original comments, OD presents many
attractive aspects, apart from the academic viewpoint expressed by the
suggestor. We also believe that the establishment of a Staff responsible
for OD on a Directorate or Agency level would be a natural step in evolving
nanagement concepts.  The success{ul establishment of a formal OD Staff
for the purpose of identification, study, analyses, and finally treatment
of the problems would, however, require top management support and the
provision of the whole packope ol resources required.

We do not belicve the Agency is ready nor in a position to support
or benefit from an OD progiam of the scope proposed. Apart from the need
to reallocate resources, financial and people, from our already tight
budget and personnel ceilings, the still unresolved impact of any possible
reorganization ot the Agency would make it thoroughly impractical to
consider the proposal at this time. The establishment of an OD Staff
and an OD program of this magnitude would require a highly stable manage-
ment situation, as well as o long-range commitment at all levels to its
principles. O(nce we have the stability to support such a program, it
would be appropriate to carefully review the OD concepts and thrust to
determine if the costs in resources weuld provide sufficient and ignificant
benefit to merit the diversion of funds and persomnel required. It would
alao be appropriate to determine 10 Agency managers and caplovees are
willing to accept a program of this nature.  Success of such a project
depends on commitment to the content and results as well as to the spirit
of the idea. 1In the meantime, we believe the organizational development
activities of the Office of Training adequately satisfy the ad hoc
requirements of the Agency components interested in one or another of
the individual aspects of OD.

3
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4. Recommendation: Attached is a proposed response from the
25X Director

757 Michaal 7. Malaniek
Michael J. Malanick

Attachments

25X1
Originator:
DITCCLOT OF Persgmmel
Distribution: » S !
Orig - Adse |
1 - A-DDCI :
1 - ER
2 - A-DDA
1 - D/Pers
1 - D/TR
1 - DD/Pers/PEC-RS
25X1 OP/P&C/RS (25 Jul 77)
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Time has an important bezring upon the conduct and durability of
an crganization developivcnit effort. Unfortunately, this factor
has often been underrated —if not entirely overlooked.

-

Thomas H. Patter, ir.

efore n‘ban\mg on un organization deveio pA .L‘SI'Z (ODj effort,
management shouid ask itseif: Do we have time for OD? This is
:7’(‘D\<Ql\« the most sertous gquestion tnat must be cxpiorcd and
satisfactorily answered bofore starting an OD program. Yet, curi-

most OD pra and v have paid very littie
;M%’ Hon to this manyv-faceted cuestion. Instead, they have con-
{ssues such as diagnosing problems,

cerned  themseives
o interventions, designing exorcise <., searching for new
v, evaluating the results of OD efforts.

and, occasion
men' unately, they have fatted to realize that umo—vnoc technical

s 0l “ova*i"e and stmul
greatest stumbling bmu\ to t

cios o shor

ceolicie

A SO

thinaing on i
success of an O elto.

How jong should O .1ke?

QD cfforts wsually
implicit, it not ex;

hope that they will pay off relatively

gin witApproved FonRelease 2004/04/01 : CIA-RDPWMW&SA&%SUD“S 00

soon—and certainly no longer than after a few months, But of
course there is no such thing as instant OD, and various experts
claim that, as a rule-of-thumb, it takes three to five years ocfc.uc an
OD effort fully takes hold and changes a work culture

Management-by-objectives (MBO) systems, whi cL are com-
monly installed as part of an OD effort, are a prime exampie of
ardently desired instant OD. Unfortunately, the highly touted
of effective MBO systems thn cannot be ob-
out months or years of a“wm*. . Obviously, if this
much time is required for corr octing errors in an MB O installation

e

the time required to solve the probiems ar ising from impiomenta-
tion of a broader OD cffort can only be greate:

Yet "ﬂp management does not “1way5 devote the Necessar)
amount of ’nme to an OD e‘ion once initial enthusiasm tor it has

Ii

most certainly will after the new way of life bocomes
less novel and managers sta t to slip or regress to less satistactory

ways of coping). Many top—managcmc nt Moup» foliow one wave
of fads after another with alternating de s of enthusiasm. Thus
OD, like any other new concept or <ocial technotogy, can be
doomed at an carly stage of its life w‘nuﬂ it is no ionger
spearheaded and led by top management——as it shou uld bo.

Gtill another is whether time itself and the dynamics of
large-scale organizations will not be the

takos three to

for vifective

[itself by its own glacial time frame.

» of executives whao are h‘m‘lj: H (lult
or be promoted in three o five yvears i any
Y e total or !

sion of reasonable size withis
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solution, however, raisks yet another question: How *apid’y can
nanagers absorb change md still be effective? Somewhere there is

a limit to how muc E an be perscnally handled at the social-
emotional level during a g iven time period.

Timing and the political climate

Many organization: have severe poop
tives, poorly designed and poorly ad

r‘nny other serious managerial p
onditions often shows that these o

OD and cannot handle it. Timing IhllS is a factor 1" can

ignored. If it is, improper interventions may ve made and the

resulting isapplx::i:c 8 of (‘D because of t e

only be disastrous but cio atany {uiure o

a long period of time.

Similarly, some o3
for OD, yet implem:
pending @ cham
awaiting the pas
strategic junctur
aspects, and bo
upon OD. To b

ant /ahonS c’10% man \ s.qnw

e i othe political environment a'; the top or

of some other crucial event, milestone, or
. Timing thus has both subjective and objective
H st bc carefully Lvmuated before embarking
S OD practioners can use various diagnostic
tools that may help them in guamn? the right timing; but in the
final analysis, perception of timing is always intuitive. While this
m.fucnm to the scientiiic mind, nevertheless

>
o
C

(D

ure,

assertion may be
many ¢ *::r*ruh\ planizod and rational OD inferv entions nave failed
because the mt urn::cr’s antonnae misread signals or misjudged

the power of pracide il cbstacles.
F I

o

Allocating suli

:OD

cof an OD cifort in ierms
:*.n.n(:;' agent or consultant, an int

asultant, and the top- mn'w.mﬂm\mt groun
‘r g hm 2T vlern\ of top management

Most p O"]L' 0o

tlaqd T v Hay 7]
that.oads e

have already been clneus ¢ problems of external and
internal change agers need to be swamined next.
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is normally someone
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be_a commercial consultant, a university professor, or sumeone
else who has expertise and a broad k’K)W‘"’igG of other firms or
agencies upow which he or she can draw in working with an
internal change agent and top management in Amlemcn'ﬁ
alterations in the organg.tlonal status quo.

Because they are often poor managers of their own time, external
chan age agents can create time problems £ for an OD effort; they may
not atloca e cufficient time for clients unless they are very clear
i r own priorities and are in great control of their commit-

erhaps it is the excitement of imj plementing OD that
his poa* time management. Some consultants act very
e a key in an ignition switch. That is, they insert
themselves in situations and start the crganizational engine run-
but they can equally quickly pop themselves out of the
and try another, believing that the first engine is now
ving and the second one needs a start. These mnf.t]ta::!a‘ seem

o

forget that they are the key!

f‘u

TN it
Cil wiin

sue for the external change agent is: How m

taken from his or her professional life to work witii one
D&f’ICLAL«I organization, come back as ne seded, and stay in touch?
The most competent consultants are in hirh demand, and uniess
they watch their time schedules, they may not do the jub of the
change agent properiv. Occasionally, in an cffort to avoid time
Dmolc s, they build up staffs and teams with others whe provide
the re xu(?st:‘d services. But turning clients over to other change
agents often results in an unhappy mixing of the parties and the
end of the relationshin as weil as the OD cifort,

change agents whoare

et o
hat ey

A related concern is dealing w

oxcess tme the

3
net in demand and who hm e,

N ™ clirale v N
to clients. iduals mayv oreale a

would like o bili

dependency relationship with te and unethicaliy supgest
directions in an QD effort that are not really needed but may be
ersor fuerative, Thus thevy may net only waste ovcessive

- have a negative elfect

amounts of time for the client but

both in torme o" the ma'utizaton of human and fdaaadiar io-

sources internal ating e poor reputation Jor the

nohavioral sciences |
A still lareer

Do from
compatent change os made
worklife, cmplovee

aiienation, exccutive SUess, and goal seliing in
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wganizations, and ve

aus other bits of evidence suggesting somie
degree ot malaise or ancinic are taken seriously, then there p“o'm‘al\'
aren’t enough capanie consuliants for the OD work that needs to
be done. Although this may be an overstatement of the situation

certainly the time of those consultants who can have a benefical
impact on organizaticns should not be wasted. Instead, they
sn ou‘d take anotn"r ’imm at themselves to see if they are function-
ing either as ignition switches or as truly professional agents of

chan €.

Interna 1 cha'wg agenis or consult tants a*so face many serious
i 8 >N course

purpcsefuL 3
change agents and the ma
effort as well as 1o i]'.c client
respocts their time is the
out & role for themsoives within the time that is av
an OD effort will h:.v; the desired impact,

Intoral change agenis must spend much of their time determin-
ing how much fime so. agers can spend on site or off site in the
seminars, workshors, and OD endeavors that will result in the
desired improvements i their management styles. Much of thisis

“selling’” time, or time used to communicate to others in a
persuasive way. In a. ion ¢f the internal change
,

must carve
ilabie so that

t:on s time;

U

tion, a po

time is allocatod io n“‘wm' g and Dm} aps to :w:am:.; as a

agent's

interperson

ilitator, third-
diagnostician, and p: 1
Howaever, internal ¢hange @

oents may not have s
carvy out d'.l {hese iy, oraant and intercelated roles,

c(w hte mere links (0 the world of exie

o from the l(‘.i(s;' w give theo
feyomerely coordinate inoa

Impooin this style of oporating s ir :
prosanre that depresees Hie individuel’s energy and results i

relatively

A woll-
to a manager. Butir: _;n.ux fwa'wc x Or wWear
nw e {than one mang

1o OD effort is corr - ond ingly ro ‘_KL,{ For cxanm e, poris
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enced, highly regarded pmd'“tmn superintendent or o i
sales mana ger: who is removed from his regular job and is given the
time to work instead as a full-thime internal change agent may, by
virtue of thc new assignment, experience new flows of e Y that
he omhumastlcally converts to the work itself. On the other nand.
an already overly busy personnel assistant, traix"“g direcior, or
organizational planner who is asked to take on the full OD staff

s

role in addition may find he has no time to do a decent job. This
may be called the “whirling dervish syndrome.” In the latler case,
‘he difference between success and ‘ailure is caused far less | v the
competence of the person than by the excessive incursions into his
or he time by assigned work, [n other words, he or she is over-
loaded.

If the internal change agents ace already overburdened
aimost ! nex itably will have no time for rescarch. Not only will they
b t of time for planning whcn to do rescarch {in cither the
short or long range) and for dt‘m ing rescarch co:}wronmts of

they

interventicns but also they will lack sufticient time or evaluative
work of any kind. Such cwumom are almost cortain to turn an CD
facilitator into an interpersonal and org ganizational firef
narrowest sense.

This is particularly unfortunate in the OD role because ene of
prime moj els for OD is the action resecarch model, whic!
phas
ned change efforts. in other wore
OD. The L_, d.:al process in action rescarch has the cus m.“m\ e

v i ing the prmqu < of managerial predlem
r. ideally, the OD { il
the believes to be the

izos data-based interventions, feedback of results,

s, research is part of the ethic of

ilm 2or Wi

a

m\cmul cmng © agmt should rele-model «
propor way of functioning. ':I\L: i appenif he spends

Hme on busv-werk, however imporiant, and no

oted to research and evaiuation
t for imiernal

- .
A rogonTon g
Toreseardnn s

Lack of time critical

change agents for still another reason. They must have time to

INT
L

cop abreast of new doveionments in OB exporiment, and eamn

ave bme tor

their v i o] OVeTs SR

CXCTCISCE G Aesians for OO0 oo P

at a bewildering rate and necd to be Q’L‘dicd and

organizational conwaxts. For axample, the rise of i

(‘/I(‘i tal time-save arning in group “‘f\lﬂ\lb S;" CCHIA (.\ the
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Lse of varous Swtruments Jesipned to provide proups with ra the greatest time waste of a ‘I is the casting about after fads in OD,
: such as constantly jumping on bandiv agons and mindiessly

fcodback aboutl the dimensions of human behavior

: . } switching f*w‘* T- v*nm} t tmm buildin :raz‘.s ctional m*‘l\’ass,
gestalt a ppmc.d\e , and assertiveness training without ever taking
time to evaluate what has been accomplisla;;’

Perhaps the most sericus time issuc
OD can be accelerated to more ¢
an can now be expected in a three- to
wial, Xi t other time C‘OLALAA 5 are a..ml arv 1o this one because the
rees is tantamount to the bettom line in OD is improved management by a grovp of

managers who work together in the real werld, Although there can
be no such thing as instant OD, new ways must be found for
accelerating the process if OD is to helo managers in dynamic
enterprises. [dentification of some of the time issues analvzed in

to be resolved is
dy improve manage-
‘e-vear pcr,ou of

o

4 “he
And the

(e

now much Hme

; w-"*;r"‘g oD if this article can point the way. But much more must Ho learned
{Crmimae , i ; o
edor Lo Tersis about the effective and elf:uent administration of OD efforts, and
and failures of Ou, intar ;1:;'1 more attention must be given to how OD time is allocated and

. managed before proceeding with uncritical advocacy of more OD

observe, 1o SOTE 3
as a good thing in general for management.

and to carry out rcsmrch on what has

OD by this particelar

rand Industrial Relations,
Untiversity of Detroit and
. Patten has consulled on

whive at Fwd A‘.fm.‘ur Company.
tand organization dev s throughout the world
ore than 50 articles and fi received a Ph.D. degree
v In 19/-, }u' served as nationai general chairman of the OD
wment and continies to

SO

heen rea

ir books. £

s a .
s and ne

ganizations o the personned field.

.N‘c‘mn

OL» I“J.Z‘.:.{*BI’\

rature on urqamm:ion de\‘ulop nent has been negligent
ing the implications of time and time management for

idering
ous subtle ways In whigh tlm"x act the s
£ OD have Lc o idel E\L‘ ?gg\c Rpegoas}?cr. 93704101 CIA-RDP80M00165A000300050002-5
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20 May 1977 o

MEMORANDUM FOR 'TTHE RECORD

SUBJECT : Establishment of Staff of Internal Organization
Development Specialists or Consultants

REFERENCE: Notes from the Director No. 1

Background

1. In September 1976 1 submitted an Employee Suggestion
recommending the cstablishment of a Staff of Internal
Organization Development consultants, or specialists, to
provide management, from the Directorate level down through
the Branch or even Section level, with internal resources
for diagnostic and consultative services to any unit at
any level for those arcas of management that fall within the
scope of Organization Devcelopment. Some of the arcecas that
typically fall within the scope of OD are: action research;
survey and feedback; organizational renewal; team building;
affirmative action; vertical and lateral communications;
conflict management; role clarification, role negotiation,
job enrichment; carecr planning; interpersonal competence
acquisition; and MBO.

2. I feel in rctvospect that I chose the wrong forum,
in that my intent was to propose an idea or concept for
management to consider for development into a dynamic manage-
nment process tool. 1 had no thoughts or desire to quantify
or try to relate the concept to the traditional monetary
reward format with which most employece suggestions are processed.

Cri tique and Clariflcation

3. After reviewing the evaluations of my Employee
Suggestion #77-93 1T am convinced not only of the applicability
but the need for a dynamic management tool such as an internal
staff of orvganization development specialists. The two
svaluntions of my suveestion, once by 0P amd one by DDA, were
completely at odds wn their perceptions ol Organization
Development. OP based their responsc on the premise that

S efn) WAL
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SUBJECT: Establishment of Staff of Internal Organization
Development Speciallsts or Consultants

OD is only applicable in a centralized form of management
whereas the DDA responsec assumed the premise that its appli-

cability is to decentralized management. 0D is in fact used
in industry and the federal government in both managerial
cultures. Organization Deveclopment is a dynamic process,

providing a mechanism to continually sense and assess an
organization's culture and ascertain if there is a neced for

change and 1f so, what change. There are several premises
on which 0D is based, two arc: that there is always room

for improvement or adjustment in an organization; and given
that the external world is constantly changing, 1t is better
to deal with change as an ongoing dynamic process rather than
waiting for problems to develop or a crisis to arise and

then resorting to corrective or catch-up action.

4. Warren Bennis (president, University of Cincinnati)
and Wendell Prench (professor, University of Washington)
define Organization Development as a long range effort to
improve an ovganization's problem solving and renewal pro-
cesses, particularly through a more cffective and collaborative
management of organizational culturc, with the assistance of
& change agent, or catalyst, and the usc of the theory and
technology of applied behavioral scicnce, including action
resecarch. It is a complex educational strategy intended to
inculcate or reinforce beliefls, attitudes, valucs, and
structures of organizations to enable them to better adapt
to new technologies, markets, requirements, challenges, and
the dizzying rate of change itself. '

5. The DDA evaluation adequately refutes the OP evalua-
tion, and on the whole presents more supportive data to the
suggestion than it does data to support its recommendation
to decline the suggestion. Some cxamples arc: 'systcmatically
apply behavioral science principles--to improve the extent to
which the organization accomplishes its goals or carries out
its mission'; "OD is a dynamic process providing a mechanism
to continually recognize and reduce deficiencies--on the
premise that however cffective and organization may perform,
it could be improved"; (can't we improve?) "Although 0D
concepts are applicable for large organizations, such as the

CIA. the focus of Q0D 1s usually toward componenis such as
Offices, Divisions, or Branches. (exactly what [ suggested)

-2-
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SUBJECT: Establishment of Staff of Intecrnal Organization
Development Specialists or Consultantq

"The consultant (their assumption is external, my suggestion
is internal) works with organizational members in identifying
Key problem areas (e.g., group interaction, latcral communica-
tions), what changes are desired, how change should be
imp]emgntod and how resultant change should be assessed.!
"0OD is consistent with a decent1a117ed fozz of management

such as that within the Agency."

6. The evaluation then proceeds to 1dent1€y several
individual things the Agency does, "consistent with the basic
tenets of OD" e.g., attitude surveys, the creative leadership
seminar (under development), the Levinson seminars, the
Managerial Grid course, assessment centers, MBO. The closing
paragraph starts with "In conclusion, the framew01k for an 0D
effort already exists within the Agency "

7. Mony of thesce same areas and problems are identified
in the report on two scminars on Creativity and Ethics in CIA
published by the Center for the Study of Intelligence, OTR.

8. Some of the issues raised by the Seminar on Creativity
and Ethics in CIA (17-18 January 1977) are those that lend
themselves to an Organization Development effort and demon-
strate that senior level officers of the Agency recognize
the need for improvement, adjustment, and change. Some

Xamples are:

a. better vertical and cross-Directorate communica-
tions in CIA;

.

b. elimination of the bureaucratic isolation of
office-level components across Directorates;

c. clarification of the aims, goals, and purposes
of the Agency;

d. stressing those parts of MBO perceived as lacking
in the Agency 1.0., sense of participation and better

vertical ¢ OFM“lLL{ltl&ul\;

e. clarification of expectations;

-3
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SUBJECT: Establishment of Staff of Internal Organization
Development Specialists or Consultants

f. broadening of decision making process;

more interdisciplinary and team approaches;

4se]

h. Better recognition of creative initiatives;
i. better feedback, i1.e., more;

j. zero-based management review of organizational
tasks, methods, and management processes.

9. In conclusion, 1 would address the prevalent myth
that OD is only practiced by Organizational Psychologists.
The US Army develops its own internal OD specialists for its
current programs in MILPERCEN , DESPERS, TFORSCOM, and 82nd
Airborne to wname a few I'm personally awarc of. The US Navy
does much the same thing for its Human Resource Development
centers. Most of those entering the fiecld of Organization
Development as practioners are now coming out of graduate
programs in OD. There is a growing number of Federal employees
moving into the field of OD through the two local graduate
programs at American and George Washington Universities.
There is un informal network of practicing 0D specialists
representing 9 or 10 different agencics that mect monthly
under the <ponsorship oi the CSC. The Bureau of Navy Personnel
is currently in the process of establishing a job description
for organization development specialists. The development of
our own staff of internal organization development specialists
would require the assistance of an external Organization
NDevelopment Consultant with experience in helping to cstablish
an Internal Staff. There are many prominent OD consultants
with the capabilitics and commensurate experience.

25X1

Attachments:
A - Impioyce Suggestion ¢77-935
B - OP Evaluation
C - DDA Evaluation

CRTTRG TR s
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TITLE OR SUBJECT OF SUGGESTION SUGGESTION NO.
Establishment of Internal Organization Development e
Consultuants - ]

PRESENT METHOD

N/A

I SUGGEST

~ My suggestion is that the Agency establish a unit to provide
diagnostic and CoqﬁultﬂtiVU services as an internal resource in the
areas of organizational development., Such a staff could be easily
incorporatcd either into the Office of Training or as a separate
staff of the DDA. An Organization Development Staff could provide
inteinal resources for diagnostic and consultatives services to any
organizational unit within the Agency relating to any of those areas
that fall within the defined areas of Organization Development, e.g.,
action research, f[eedback, intcrpersonal competence acquisition,
organizational lpﬂ&Wﬂl, team building, conflict management, role
negotation, role clarification, and job enrichment; and those areas
of MBO (which arc inherently self-defining as arecas of Organization
Development) which require collaborative teamwork in order to make

Management by ObeCtLVCS a viable form of managment. (Continued next page)

ADVANTAGES

N/A
FAO'HM 244 USE PREVIOUS
(7-67) EDITIONS

ADMINISTRATIVE

] secpeT (] conripENTIAL INTERNAL USE OMLY [ uncLassiFiep  (a7)
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SMPLOYEE SUGGESTION (continued)

I have devcloped the feeling in reading staff notes at the
directorate level that there is a desire within the Agency to
better establish collaborative cfforts at the interof{fice level
within a directorate to work more efflfectively and nmore cohesively
as an organizational unit rather than as many subunits autononous
unto themselves, finding themselves in a position of having a
somewnat nebulous 1dea of their responsibilitics or commitments
to a total organizational goal or cflfort. Having an intcrnal
staf{ that could provide intcrnal resources to diagnose and to
consult to the organizational questions that fall within
Organization Development could be usceful at many levels of
the Azency; at the total organizational level (interdirectorate
level), within a particular direcctorate at the interoffice level,
or within an office at the interdivision or the interbranch
level. It could also be applicable within a branch working
with first and sccond line supervisors and managers to cstablish
a more cflfective work unit that could identify with organizational
goals and objectives beyond that of their branch.

Organization Development ecf{forts are spreading quickly
throughout the Federal Government. Some of those of which
I am aware begin in the Civil Scrvice Commission itself and
are found also in the General Accounting Office, in the Social
Security Administraion, in the National Institutes ol Health,
in the Interior Department, 1n the Human Resources Development
Section of the Navy, in scveral divisions of the Army at the
active duty military level, in the Housing and Urban Development
Department, in the Internal Revenue Service, in the Federal
Aviation Administration, in the Federal lousing lLoan Bank Board,
in the Postal Service, in the bPurcau of Ingraving and Printing,
and in the State Deparvtment.

The main thrust of any arca of Organization Development goes
beyond the cognitive level to the process level, assuming that
almost all organizations arce technically competent to achiceve
the tasks that are theirs with the personnel that they have but
frequently are not able to work together in the most efficient
manner. And it is those problems of effectively utilizing and
manacing their human resources that get in the way of accomplishing
the overall goals and objectives of the organization. By providing
an internal staff of Organization Development Consultants that
could he available to any manager at any level within the Agency,
Ltocenld aidiow any level panngor to deal with his hunan resources
from the perspective of planning and on-going management as opposed
to waiting for a potential problem to become self-cvident and
problematic resulting in what is more commonly known as fire-
fighting.




Att B

(] UMCLASSIFIED Approyeg '?wR@mS%EOGMm CIA- @PSPU'??%MPR?OO%OOO{{’} SECRET

o~}
SUGGESTION EVALUATION REPORT ‘ ?’/'
,,,,,, N
ey - Trie sk s SURGESTION MO SUSPENSE DATE
PRI Il LY
e ‘ds Commiittee 77-97
INSTRUCTICNS: Plrase complete this form in detail to guider the Suggestion Awards Corrittee in making a final d;>(gr_
minaticn of the worits of this suppgestion. Retain third copy.
i ACTION ROFINDED [] ADOPT DECL INE D OTHER (Specify):

2. RELAZONS FOR PkCQ“'F‘;H,’\I}Pr\. (If more space is needed, use plain paper)

This 1s a suggestion for top management (Apcn‘) or Directorate) consideration
and we would suggest 1t be sent to the DD/A for review and rccormendation, if thought
feasible, to the EAG. We do not belleve, as suggested on the rcuting, t]at a poll
of DI offices would serve any purposc. '

The establishment of an Organizational Development Staff would normally be
follow-on of a Management Staffl with oversight 105ﬂon%1bjlltxcv Tt assunes cen-
tralized management, a structurc for {ollowing ObJCCthCb at the organization level
instead of office or wnit, delincation of performance criteria rcflective of the
objectives established, et al. Support for this type of organization does not now
exist in the Agency. Should the Agency management cvolve into a centralized system,
this type of stall responsibility would be a natural development.

In reviewing this suggestion, however, we belicve the Iollow,ng comments are
pertinent in an ewvaluation should OD Staffs be established in the future. The concept
stated herein is attractive but falls short of being something that can be implemented
as we row function. The proposal does not consider how the suggested 0D Staff would
be recruited and trained. It does not address whether the Staff should be located
at the Agency or Divectorate level. Tt does not provide an answer on how to establish
credibility for the Staff with the wmanagers it is to help. It does not lay out the
cost-henefit calenlis that would permit one to evaluate the suggestion. It does not
de{ine the need except in the nebulous terms of the dosxldblllty of a cooperative
effort to solve probicms, always a valtid idea.

Showld the Agency or a Dircctorate in the future go the route of an OD Staff,
we do not belicve it would be in response to this suw0ﬂ5tion, but rather as a step

L&Y
in evolving managenent concepts. The Ob Staff, as noted above, is a natural develop-
ment of a centralized approach to managenent.

o)

TANGIBLE FIRST-YEAR SAVINGS (Man-hours, material, equipment, ectc.)

AL INTASGINRLL BENEFITS (See guide on reverse side of third copy)

5. WHAT OTHER OFFICES, OIVISIONS, ETC. MIGHT ALSO USE THIS IDEA?

. .
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SUBJECT : Employee Suggestion No. 77003

ACTTION RECOMMENDED:  Decline
REASONS FOR RECOMMENDATION:

1. "Organization development" is the means by which
nenbers of an organization identify their organizational de-
ficiencies and systematically apply behavioral science
principles toward reducing them in order to improve the
extent to which the organization accomplishes its voals or
carries out its mission. Classically, 0D is a dynamic pro-
cess providing a mechanism to continually recognize and
reduce deficicencies--on the premise that however effective
an organization may perform, it could be improved.

2. There is no specific "0D System," only a body of
principles to guide the process. There arce as many OD models
as there are 0D applications. Although 0D concepts are
applicable for large ovpanizations, such as the CIA, the
focus of Ol is usually toward components such as Offices,
Divisions, or Branches. An organization would usually enter
into an 0D program with the help of an Organizational Con-
sultant (generally a Management Psychologist). The consuitant,
after observing the organization in action, works with
organizational members in identifying key problem arcas
(e.g., group interaction, lateral communications), what
changes are desired, how change should be implemented, and
how the resultant change should be assessed.  An important
vart of organization development, particularly in its
initial stages, is a training program tailored to the indi-
vidual needs of an organization.
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S.  in summary, 0D is consistent with a decentralized
form of nmonagement such as that within the Agency; 1t is more
effective within components or subcomponents than it is at
large organizational levels: and, it requires the full support
of the component manager and the participation of its members.
On the other hand, there is no cuarantce that 0D, however
carefully 1t i1s applied, would imnrove the effectiveness or
vroductivity of an organization. (Rescarch has revealed
that some organizations are more productive and theilr members
more satisficd in an authoritarian envireonment than in one
which 1is participative.) It should also be emphasized that
OD specialists--qualified for consulting and diagnosing
organizational problems--are rarely found in Government ser-
vice.

4. Additionally, the Agency, particularly in the last
few years, has made (and continues to make) definite strides
toward improving its effectiveness, which while consistent
with the basic tencts of 0D, arc not specifically labeled
"organization development.' The follouLHg is a Sdmpling of
such activities:

a. The rceccent attitude survevs, cnabling
Agency manapgenment to identify problem areas and
attitudes in order to concentrate attention or
arcas of nced.

h. Training propgrams, which include:
courses to dmprove technical competence as well
as courses designed for individual improvement;
supcrvisory development courses; a new leadership
seminar (under dvvwlupmcnt) which will include
specific OD principles; a seminar offered to
senior management conducted by Professor Levinson
(who 1is a P‘"(huloplst an acadamician, a manage-
ment COHSUlth[, and dﬂ advocate of 0OD), and most
importantly, the Management Grid course which
represents a preliminary stage of organization
development.

c. The Agency employs a Management Psychologist
{(attached to OMs, nnd temporarily assigned to OTR,
to assist in the development and teaching of
management training coursces). The Agency Psycholo-
5;1‘« b Scorvices Staff (OMS) ) dn addition to various
OTR Faculty members, are available to provide guld-
ance or consultation on a variety of managerial or
organization development topics.
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5. Other endeavors toward this end include the MBO
Prooram (particularly within the DDA) | proerams in virtually
all Directorates to improve the communications process, the
assessment centers (conducted with the assistance of OM5),
and the individual training workshops which are available
through OTR,

6. In conclusion, the framework for an OD c¢ffort alrcady
exists within the Agency. Organization developiient concepts
are being utilized by the Agency and numerous Acency employees
have been cxposed to them through the various programs cited
above. Should components wish to pursue 0D to the point of
developing o specific program, a mechanism exists by which to
do so. In this respect, I recommend that this sugoestion be
declined. — 7T -
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17 June 1677

MBMORANDUM FOR:  Deputy Director of Training

25X1 FROA
SUBJECT : Organizational Development (0D) 25X1
Pon:
25X1 1. Attached is the material on its way to
the DCI concerning the use of OD in the Agency. As I

mentioned to you we necd some type of comment and Mike
decided it would be better to forward as it goes up through
channels rather than wait until we arc asked tc respond.

25X1 2. I will have to put a fairly short deadline on
this sinct 1T must go on its way quickly. T would like to
have the answer back [rom you for Mike's review by the COB
on 25 June. [f this deadline will give you_any trouble,
please give me a call. I will be going to| |on 25X1
noon Wednesday for about a day and a half with two panels.

25X1

Attachment

25X1

CONFIDENTIAL
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MEMORANDUM FOR:  Associate Deputy Director for
Administration

I'ROM:

virector ot lraining

SUBJECT: Organizational Development (0OD)
1. I find very little to add to the attached

discussion ol the promises and pitfalls of OD. FEmbarking
on an OD effort is not a decision to be made lightly.

It 1s a long-term process requiring strong and continuing
management support. OD demands a high lecvel of commit-
ment from its participants. Once initiated, it does not
always lcad to results deemed "best' by supervisors,
managers, and cxecutives. The process rests on an open,
communicative, non-ce¢valuative, non-defensive attitude

on the part of participating sup01visors and managers.

In short, OD efforts hold forth no promise of a qu1ck

fix for OIUJHIA&TLOHI[ ills.

2.[::::; The results achieved from carefully
planned, Implemented, and strongly supported 0D efforts

are at the heart of the continued appeal of the process.
For that reason, the Office of Training (OTR) and Office
of Medical Services (0OMS) have developed and will, to
the extent possible, maintain a low key OD capability.
The jointly conducted Program on Creative Management is
a part obf this capability as is the Assessment Center
approach sponsored by Psychological Services Staff.
The OTR Senior Seminar has also employed 0D techniques
in several of its runnings. OTR has four individuals
capable of hlndllng the OD consultants' role. OQur
expectation is that these resources will be used in
those instances where OD promises benefit. We believe
they will most likely occur at the Branch and Division
level within the Agency. We are not initiating OD
efforts. We have a capability which can respond to
OD-1like requirements should they surface.
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SUBJECT: Organizational Development (0OD)

3. You might find it useful to discuss OD
with] Information Services Staf(/DDO
(ISSJ. RS you may rccall, ISS sponsored an cmployec

survey conducted by Psychological Services Staff.
Based on survey results, ISS cmbarked on a varilety
of efforts aimed at, among other things, improving
communications within the staff. The whole 1SS
project 1is, in many ways, a classical OD activity.

haa t;;gry 5 Zzﬁzzwater

Attachment:
As statcd
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MEMORANDUM FOR: Deputy Director for Administration

FROM : F. W. M, Janney

Director of Personnel
SUBJECT : Organizational Development
REFERENCES : (a) Employee Suggestion 77-93

(b) OP comments on reference (a)
(c) DDA comments on reference (a)

1. This memorandum has been prepared at the request of the
ADDA and is forwarded for information.

2. The Office of Personnel's response to Suggestion 77-93 vias

d1rected to the proposal for the establishment of an Organization
Development Staff and our belief that such a Staff could only

successfully function where there was centralized Agency or Director-
ate support for the institutional management objectives of the
program including a commitment of resources. The DDA response and
the 22 June OTR memorandun, on the other hand, addressed what the
Agency is presently doing, ad hoc, along general 0D lines. We do
not read these responses as in conflict. We also see OTR's responses
as reinforcing the thrust of 0P's position for the Tevel and kind
of support required for a comprehensive program such as proposed
by Mr. Simpson.

3. There has always been a good deal of mystique surrounding 0D,
much of it engendered by the language used to describe it. An
example is the textbook definition given by the suggestor.

"OD is a Tong range effort to improve an organiza-
tion's problem solving and renewal processes,
particularly through a more effective and collabo-
rative management of organizational culture, with
the assistance of a change agent, or catalyst, and
the use of the theory and technology of applied
behavioral science, including action research."”

In more simple terms, OD is the systematic manner in which an organiza-

tion's problems are diagnosed and treated, with the goals of making
that organization an ideal one for both management and employees.
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wpature on the subject of OD emphasizes its
is the solid comnitment to 0D principles at

v s aneeeent and erployees, and includes an equal
N ,F siwo, personnel and finances. We have attached a
Y “ic1e from the March - April 1977 Personnel publication

naien wakes the point that time is the greatest stumbling
- i =5 the success of the 0D effort--and that it takes three to
-5+ ,our, before an 0D effort fully takes hold and changes a work
ylture.  Time, further, is only one factor in the implementation
of an 0D proygram

v

5. Agency records reflect the original suggestion that CIA
undertake an Organizational Development Program dates back to 1964.
At that time the Agency entered into a contract |
| [of Austin, Texas for the purchase o7 tne Managoerial

The Grid was the first of a six phase program sponsored by
which in its entirety was an 0D program. For numerous reasons,

mainly time (five years) and funds| |the Agency's top
management chooses not to make the commitment tor the total package.

We "bought" the first phase only {Grid) and that program has continued
as one of the more popular courses given in the Agency.

6. The points contained in the Director of Training's memo-
randum of 22 June 1977 summarize the current efforts and 1ist the
capabilities existing in the Office of Training and elsewhere in the
Agency for the handling of 0D type problems. This has been going
on for several years, In 1973-74, OTR hired an MBO and 0D expert,

| His efforts in CRS, | |
To nprove the effectiveness of that organization, 1S an examnple OT
what can be done, in-house, when internal resources are available
and utilized. It also points out the time frame and resources
required.

7. We continue to believe, as noted out in our original comments,
that OD presents many attractive aspects, apart from the academic
viewpoint expressed by the suggestor. We also believe that the
establishrent of a Sfaff responsible for 0D on a Divcctorate or
Agency Tevel would be a natural step in evolving management concepls.
Success of such a project depends, however, on commitment to the
content as well as the spirit. Note the first paragraphs of 0TR's
22 June mewwrandum. The successful establishment of a formal 0D Staff
Tor tha povpose of ddentification, study, 2ralyscs, and Tiaadly
treatient of the problems, would require top wuhaDEm;ﬂi supnori and
the provision of the whole package of resources requived. Only senior
management is in a position to determine that the state of management

By e
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in the Agency is ready and in a position to benefit from an 0D
program of the scope proposed, and if the need warrants the necessary
diversion of funds and personnel from other programs.

8. It should be noted that the Office of Personnel's response
to the suggestion was inadvertently marked "decline". As seen from
the substance of the comments the recommendation should properly have
been "other”. While pointing out the problems we saw in the suggestion,
including the Tack of any specifics for implementation, it was
recommnended the suggestion be referred to DDA for further review and
comment.

F. W, M. danne{//

Att.
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